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Introduction

This paper serves to inform inftitutional researchers and others of a particular

role which may be assumed by an institutions researcher that of resource agent

for planning amd analysis. The resource get role by the institutional researcher

is not unique? of course, but the structuring of hisrole within the/framework of

a planning management model is rather uncomnon.

RESOURCE- AC7,NT FOR PLANNING MANAGE:X:11T:

A ROLE FOR INSTITUTIONAL RESEARCH.

Jae W. Choi
Frostburg State College

by

Paul R. Lyons
Frostburg State College

The content of this paper represents'an attempt to do,three ings: (1) to

present a conceptualization of a particular role for' institution

(2) to define the planning management model within which the r

and (3) to describe a particular instance in which the Instit tional Research Office

and the planning management -model were utilized.

researchers;

e may be actualited;

_The institutional researcher generally attempts variols kinds of basic as well

as applied research analysis. However, the role be strut res for himself to fit

within the framework of a planning management model, by orking as a resource agent

in helping certaimstaff members accept the role of ch ge agent in an ad hoc setting,

may be a useful deparWre from the norm.

In recent days formal and informal planning act vities in colleges and

universities are more frequently taking place than 11 the past. Planning defined

here is a process through which activities are dir cted toward establishing goals,

directions, and means, for the institution over time. In many small: colleges and

universities planning is done in an ad hoc setti mostly due to financial
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and staff constraints. In order to help staff. manage planning tasks, there should'

be a workable- guideline by which an individual, conceptually as well as actually,

may follow the planning process until the task is completed. A carefully developed

guideline can be represented in a planning model as demonstrated in this paper.

Role Specification

The role Of the Institutional Research Office at Frostburg State College

as in many post-secondary institutiens is rather brdladly defined with emphasis

placed upon the functios,of providing information,and institutional data to

executives and the administrative staff. 'Information and data are usually obtained

from the execution of special seidies analytical in nature aimed at enhancing

managerial performance and effectiveness. 1

With the exception of some college and university4inst4utional research

offices, most institutional research offices also, serve various institutional

tonstituencies in a resource capiciiy parLioulaAqu ex.ea of departmental

research projects of both an academic and organizational natur by providing

research design and data base design. The "real world" of public policy decisions

have, of late and in an incrEasing manner, been forcing colleges\and universities

to become more circumspect with .regard to short- and long-range commitments of

institutions. Such commitments are expressed in staffing, programs, facilities,

equipment,'-'and time as said commitments relate to meeting clientele needs. In

Short, planning activities, formal and informal, are taking place much 'more in

today's colleges and universitkes than has been the case in the past. Planning

occurs in many levels pf an organization and'in many ways.

Planning, as we know it, can occur in a highly formal or informal setting

and may be a highly-structured activity or `h loosely structured one. We find \

that as defined above, planning is often done on an ad hoc *basis at many institu \tions.

This is due, in past,. to the fact that oolle s simply can 4 afford to hire outside

3



consultants, moderators and the like to 110.1p comp e p1anrki ng tasks in this

era of "tight" money.

\

Havingbeen asked to partici ay in several of-these 4anning acti.ft-s_

over time and .having been made co lizant of the 'general lack of knowledge possessed

. 4
by many individuals regarding the

1

lanning process, the Office of Institutional

Research at Frostburg State College decided to develop a planning management model,

one that could be used by indiViduals charged with planning responsibilities

(usually in an ad hoc setting) and one that was built, in part, arond the resource
i

capabilities of the, Office of Institutionak-R6earch. Ilt is believe that the planning

management model presented herein baSg'everalpositive features among\Which are:

a., a structured, yet flexible' rmai\for planning;
. A
b. a relatively simple eonceptualizatio,n ofithe planning process; \

c. a comprehensive overview of the proc4V of planning;

d. the usefulness of the model as an in-service educational device; and

e. a specification of the ways in which the Institutional Research Office

may serve the particular planning effert.

In essence, this resource role of the Institutional Research Office is

promulgated as part of the planning management,Model; It is assumed that, by providi

A model as a guide.and'assisting the planning group within the framework .of th

model, that efficiency is enhanced ai well as the likelihood of more realistic and

rational planning.

The Planninc, Model

There is a considerable body of research, commentary, and documented experience

which deals, in.some detail, with grotip planning processes including activities,
a

attitudes, tools, and designs (Casasco, 1970; Hostrop, 1973). ch offthis material

treats planning as a relatively echanistic.as well as impersonal/activity. Planning,

b wever, if carried out in a giou setting, is not an impersonal activity and if the

planning manager or institutions researcher fail to recognize this basic condition

4
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he is likely to color his interaction in a group planning process as a manipulator

rather than as a facilitator. '

Theplanning model presented here is by no means intended to be the last word

in plane tdasign -.- It is tied to a fundamental set of assumptions which.tend to

be.
ed: from experience larticularly in post-secondary educational institutions.

V .

These ao 11,ptions are listed here:
(

1. e planning model is intended to derve as an aid in group

ning activities in an ad hoc (temporary) setting.

2. '
responsible for completion of the planning task

such a setting need not be (and usually is not) expert

pla ding management nor in planning activities.

The g up members have had little or no formal training or exp rience

in plan Tr,

The planning model can, perhaps, best be defined and described vis-a

figures 1, 2, and 3.

Orrani-
zational
Setting

7\

Figure 1

DIMENSIONS OF PLANNING MODEL

Group Activity

Sequence of Events

Completed

Task

invironmentA. Variables Information/

Data and Tools
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igureil depicts the major dimensions* the odel. The entire planning
N / ,

1 L.-, 1

1pr cess consists of a series of s equentiayevents, each involving certain types

of information .and data, and the like to b manipulated,
/

of(

cc

analyzed, and synthesized

by the planning group. An event is a tentative fluid entity given dimension y

group activity. The plairLing process, in this case, consists of a series of consecu-

tive and internediate events loosely strung ether. Each event serves to develop

forthcoming reference points which are subject to modification or revision over the

term of the planning process as the Planning. group "zerop-in" on task completion.

4.

Figure 2

MAJOR PHASE'S OF PLANNING MODEL

Organivttion
for Planning

Structuring Task

Phase I Phase II > Phase III
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In Figure 2we find the three distinctive phases which overlay the sequence

of events. They are:

Phase' I Organization for Planning -

Phase II Structuring the Task

Phase III Task Completion

These phases are superimposed on the model '(Tigure-3) with dotted lines.

Figure 3 represents an elaboration of tahe.dimensions'of the'todel,presented in

Figure 1. The model presented in Figure 3 is a linear one nested within feedback,

loops; that is) the ehtire planning process is viewed as a flow of events nesting

y,

within_an interdependent network of feedback loops. Each of _the three major phases

of the process is 'viewed as at series of spacific events developed from activities

which have begun with very broa>/general notions and21,dela)L!Jith each specific

event terminating in a set of decisions. The decisions associated with the

activity occurring in each, event combine over the lift' -of Vie particular phase,

in question to comprise a phase termination po t (albeit fluid) which may be

construed as the signal to com-vnce activities associated with the next phase.

By way of example, we find in Figure 3 that the major events of Phase :

Organization for Planning are:

1. Recognition of the Need to Plan,

2. Conceptualization and Establishment of the Planning Mechanism, and

3. Formalization of Group Planning Efforts

The decisions made during each event tend to combine and help to develop a highly

specific set of decision points (in this casej-the identification of planning

group members) which serves as the jinlping-off place for the next phase, Structuring

the Task (what the group 1s to do). Of course, decision points may be modified

within the,fcedback loop structure as a more definite path is routed by the planners.

Planning;like most organilational activities, requires management. Their

eh id be a, design for planning as well as some attempt to establish criteria fur

8



the evaluation of the plannihg effort. Gathering a group of individuals

toge,ther for the purpose of planning should, by itself, be the result of a

planned of activities and events.

The person responsible for execution of the planning task (planning manger)

cahhelp to.assure that the planning effort will be worthwhile by giving careful

consideration as to hcri/tlie planning effort may be initially organized. He

should have a reasonably good understanding df the.inforMation/data base that

is available or that could be made available to planners. .This is an area in

which institutional research can play a vital role. The planning manager needs

an awareness of the kinds and types ofpersonal, organizational, and environmental

variables with which the planning group may deal. He heeds some perception of and

some perspective on the complexity of the, planning task. Again, the institutional

research office can be of great Assistance to the planning manager as the latter

attempts to gain an understanding of the situation.

In many stances a senior professor is selected or elected to chair a

ttee (a hoc) charged with,developing a plan or plans for future activity

One can assert that it is a given fact that individual knowledge of and familiarity

with planning tools and techniques is bound to diminish as new tools are being

developed, borrowed, and adopted from disciplines such,ss economics, business,

space science, military science and so on. It is difficult enough for an

individual who has close contact with the field' of organization and institutional

planning and analysis to keep abreast,of these developments. It is folly to

expect the average institutional member to have an awareness and understanding of

more than a few tools, techniques, and systems such as "PERT'," "MBO," "MBE," "GENT,"

"DELPHI," WPM," "PPBS," "MIS," and the like. In order to be selective of and

make 'use of these kinds of aids the planning manager needs help. This is not to

AMU

say that the planning group must make use of these aids. The group may want to

be aware of"the existence of these aids since they offer a systematic framework

9
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for launching major dimensions of the planning effdrt..

)1(

Perhaps pat- phase of the planning process whn the institutional° researcer

may have the most influence in the planning group and be of the most value to the

group is the second phase which centers on task structuring. Essentially what

takes place in this phase is the beginnings of interactions of planning group

members which move toward a "zeroing-in" on the specific task to be accomplished.

The task takes on dimension and structure, the group defines and re-aefines its

mission and objectives and, finally, group consensus is attained with regard to

expected task achievement. A lot of questions arise. What are we do do?; What do

we really know bout the organization, its present goals and objectives? How

well it is meets g them? How do we define our purpose? What information and data

are available? How do we get it, analyze it, use it? What specific things are

we to do? Many of these questions can be served by the institutional researcher,

for they touch upOn the various dimAnSions of his own functioning within the

organization.

p.

'"

In terms of initial group discussion, all problems with respect to.the organization'

opera ions and aspirationi must be articulated. What a;e the strengths

and we nesses of the organization? What are the organizational and environmental

constrain s and their effects on goal achievement? How great are the gaps

between present goal attainment and aspired level of attainment? These questions

might be d&lineated, categorically, and a problem taxonomy might be developed.

This could serve to develop a basis or foundation for planning. Analysis should

take the folloWing kinds of variables into account,:

A. Historical Data

B. Organizational Philosophy and GOals (What Is and What Should Be)

C. Basic Needs of'Organization's Members. (Students, faculty and staff)

D. Program Evaluation

E. Specific Functions and Objectives of Organization,Sub4nits

1 0



P. Identification of Cur,rent Conditions and Tends (internal and wttertal)
,4

G. Identification of CondfVtions and Trends Likely to Impact on the Future

of the Organization r

4

H. Identification and Enumeration of Organizational Strengths-and

(What areare oriterka for such valuations)

The planning manager needs to work ceaselessly el ity from

the scene; for it has been found that the more am

/

guity th t in a

t /

task environment, the greater the likelihood of increasing conformi y behavior
c2,9

(Sherif andNSberif, 1956) . With a group attempting to define its esion and

purpose for outlining required activities, conformity as to purp Se in.the final

stages of discussion is, of course, desirable. In the formative stages of the

planning effort -a highly differentiated arra! of opinions and ideas is most

desirable. Utz a resource capacity the institutional researcher can serve to reduce

ambiguity duo, most likely, to his' knowledge of and access to, a wide variety of

specific information concerning the institution. The inclusion of the institution

researcher.ircthe planning effort also serves to add another dimension to the mix

of group meMberehip#in thdSens,of unique personality and in the sense of an

information source.

,

In bpingable to point to correct and efficient use `of data and info

and planning tools, the institutional researcher not only can help to

ambiguity for planning group members but also he or she can serve t imini the

likelihood of what has come to be called' (in group dynamics part ) "ri - shift."

Much research has been done in the area of risky-shift but the enomenon is still

largely unexplained. In essence, risky-shift pertains to a llingnes n the

part of/a group to make riskier decisions than would be e by ind iduals

working alone. Many experimental studies have demo a ated thd stence of

this phenemenon
1957;.Wallach,,Kogan, and curt, 1965 The present/,

'authors are of the opinion that, in a planning ask,' heigh ened ambiguity in a.

11
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comPlex task environment increases the risk assumed by group members in decie4on-

s

making. Assuming that the institutional researcher Strives to reduce ambiguity

one might expect less ria4y decisions to be made on'the part of group members.

Relative degrees of risk" may or may not be associated with quality of decisions

or organizational health.

An-Application .

In order to enhance efficiency of group operations and to enhance the

Product of the planning group the authors collaborated (one representing the':

institutional research office, the other representing the planning manager) to

structure the planning. process involving six other individuals whose charge was

to develop shoirt- and long-r'ange plans for the College's graduate program. The

plans were to be comprehensive in nature and were to be presented 'as recommendations

to the College's graduate facdlty.

CellaboraUve effurtd muLeilaii'Led dui'ing the beginnilig stages of ph-
,

,(see Figure 3),iihen group members were heekingiansWers to basic questions regarding

their charge. Using the -fundamental conceptS and constructs of syStems-analysis,

the institutional researcher attempted to give dimension to the planning,task.

System properties, boundaries, and the like, were discussed and group members

defined,. via'a give-and-take discussion model/the paraMeters of the planning task.

Next came the questions regards 'g the informOion required to formulate alternatives

. .

for the
.
future. Discussion qf various data bases and information gathering devic6;

identification of signifiaant,research and reports on the future of higher

1.

and gaduate at ! series of discussions on assumption-building; and other

'related actiyities wo./re the nett order of business.

/

./
The planning group, Over time, had developed th --migh group consensus a way-

of coming i6 view the futUAl. They posed questions, identified the kinds of 'data

and infortlation-needed In order to help answer the questions and had- at leist a
I ,

)

skeleton outline of the form in which these responses could be organized to form

12
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comprehensi e system' of recommendatiOns.

netitutiona research played avital role in being able to provide back-

3

gro nd eta.and'info ation,assisting with design and analysis of a regional

needs asse ment, implementation and analysis of theTducational

Testing

internal

Institutional -Goals-Inventory used with'sub-populations both
4

real to"the institution, and in a most instructive way by

acquaintingx oup 4ors with a variety of metho and systems useful in

organitietgroup effOrt and in charting a coax' of action.
.

Was the effort successfdl? If one examines the tangible'product of the
.

planning group (a viritten document) and compares it with other similar in-house
.

.. . ,-

'''de\cuments, one soon learns that the recent efforeis more specific, lebi vague,,., . .

.;--- deals in operational terms to a greater degree; and is more'represeniative"of

a systet of ideas emanating from a central core of ideas-than earlier attempts-,

-1IP; \at rilanning. If these attributes are. of positive value, then the effort was

re atively' sudgesSful. This is content validity. Another form of validity

accrde when one' a peers and colleagues (who aro not connected with the effort)

acclaim The ivality, the thoroughness and the perceived veracity of the product:

This has occurred; Perhaps the greatest iralUe Of the eft ort is the personal

acceptance of the prOdEici' y planning group members and their willingness to engage

\\;In-..meaningfuldiseuspion with other organiatiOn Meinbers 40 atiemDt to enlighten
-

* them as to the `content and intent of thexecemmendations. There has lien

Nubjectively observed aminimuin of defen6iveness'on the part of the pranping

group members,with regard to the product. The product is based upon a system

idea*developed from a scientific framework. The emergent precinct, by. design,
4

'''' is,rationaI, oreanized and requires little defense

, 0

tr(
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